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American eduqators in the 1990's are going to speak about the "Jabanese“
challenge® just as we today disc;ss ghe Ypost-Sputnik" era<of the 1960's. The
Soviet launching of a satellite so alerted America to the possibility of losing-
the‘race for space that it ushered in a golden age of fﬁnding s:gport for ele-
mentary and secondéry education. The need for scientists led té monetary inc
creases for pre-serQice programs and math and science in-servicerprojects suéh
as the successful National Scie;ce Foundation institutes and National Defense
Education Act. Clearly, Kennedy's national objective of having a man on the
moon by tHe end of the 60's focused attention, increased support and generally
improved educafion. n\”, i
The almost irratipnal reaction to increased Japanese productivlty, their

<

market penetration in the autonobile, steel and television industries, could

L)

prave to be the stimull needeH to stimblate increased support for education. -

One reason that | believe that ‘education has a brighter near-terﬁ future Is

that the success of the Japanese has been'attributed not only to improved

management techniques but also to higher 1Q scores and to stronger high school

mathematics and science requirements It may be that the Japanese are simply

.better educated in the basucs., it is unsettllng, if not frlghtenlng. to find

out tbat Japanese children so éutpenform our own. Additionally, the Japanese

g intelligence advantage over our children has increased this century. Eysenck

and Kamin! point out that: ' : . .

']

1. Japanese children hold an 1l-point edge over Americans in 1Q test

scores. The latest evidence shows the mean Japanese Q. is ll[.

N .

comgfred witn 100 in the United States. . \\\\\
0 or

2. t least .10 percent of the Japanese population has an 1Q of 13 \\

more (where 130 being the arbitrary leval where individuals are_brlght\\
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enough to excel in business management or professions such as law,
medicine or teaching).
3. Only about 2 percent of the American population, in cantrast, has

ol

an 1Q of 130 _.or more.

. B ’ .
Traditional -explanations for Japanese productivity gains focus on Im-

proved man;gewent tecﬁgiques such as organizational l;ya]ty, quaiitY control,
lifetime employment; on-line executive training, more effective capital pro-
cuction, employee incentives and the governmental-business parfneréhip.v Re-
cently, education is being idehtified as the real key tovJapanésé productlylty.

If this is true then are the Japanese better educgtgﬁ? better weaders? more

] -
literate? and understand better? Sadly, the statistical evidence.appeafg to

jsnjgort affirmative answers to these questions. The New York Stock Exchange

2

]

productivity study“ points out that:
About 95 percent of Japanese teenagers now graduate from high school
compared with approximately 74 percent in the| United States. The
Japanese high school graduate has .the equivalent of about for more
years of schooling than the U.S. bigh school gyaduate because of the
tonger school week and the additional weekS«toIthe school year.

tn both mathematics and science the mean scores of Japanese school
children are higher than in any other country =~ far higher than in

the United States. Moreover, there Is less variability to scores,
suggesting that educational achievement in Japan is widespread.

Thirteen percent of U.S. high school sfudents’ in one survey could not
perform reading tasks designated ''functional''; 28 percent could not
answer questions testing ''literal comprehension' of what they read;

and nearly 10 percent couldn't write prose deemed marginally acceptable.

The results were much worse with regard to anything Heyond basic
skills. Fifty-three percent could not write a letter correcting a
billing error. . - & & ’

Interestingly, the Japanese collegiate program is the exact opposite of

the rigorous pre-university program characterized by rigorous entrance exam!np-.

tion and concentrated study, College 1ife p!aces‘almost no demands ‘on the

student. Thus, the Japanese student mentally prepares in high school and

1

1
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apﬁ]ies his learning on the job until he fully understands that which is
expected. In contrast, the American studént learns the most qgvanced'tech-
niques in college but is not inVolved in factory work which is considered
demeaning. Rather he/she learns to manage. Unfortunately, American managers
often do not understand the job or the worker nor do the workers understand
him/her. " w

4

Education and Productivity

s The relationship of Japanese productivity gains related to the high
'qua1ity of primary and secondary education is also discussed by Epstein and
Gelb.3 While some might argue about whether schooling is the key to produc-
tivity and performance, few would question that school plays a significant role.
While Japan performed a postwar ecgnomic miracle, they, at the same time,
revolutionized the schooling of their children. The Japanese government with
General McArthur's*assistance vigorously pursued the goal of a universa]jzigh-
school education. By 1950, 43% of all 15 year olds went to high school. This
figure increased steadily surpassing 95% by 1980. At the same time, enrollment
in nursefy schools and kindergartens increased from an insignificant minority
to an overwhelming majority of all four and five year olds. Becéuse Japanese
children learn to read in nursery school these additional two years are most
important. ' S » ‘
A1m§i} 95 percent of Japanese students graduate from high school compared
with a 74 percent graduation rate in the U.S. Additionally, Japanese schools
are in session five-and-a-half days a week--and there are more weeks to
their school year. The result is that a graduate of a Japanesé high school has
the equivalent of apprbximate]y four more full years of schooling than a U.S.
high-school graduate. Further, international surveys of educational achieve-
ment show that the m&an scores of Japanese school childfen in both science and
mathematics are higher than in any other country--far higher than in the U.S.

o

Wy




[4

The degree of variability around the mean is,one of the lowest for the
Japanese indicateing that educational achievement in Japan is generally wide=_

“spread. The potential danger for America and the American way of life is f

dramatically illustrated in the following excerpt from a study of Japanese - Y
high schools: § S
The great‘accomplishment of Japanese primary and secondary
education lies not in its creation of a brilliant elite ... but In
its generation of such a high average level of capability. The
profoundly impressive fact is that it is shaping a whole population,
-, workers as well as managers, to a standard inconceivable In the United
States, where we are still trying to implement high' school graduate

competeﬁcy tests that measure only minimal reading and computing
skills, ' '

The negative role of the schools in affecting productivity'poses 3 gr;ater
danger here than in Japan -- in America schoolingyls now servln§ as a brake
N rather than as an accelerator. Sadly many Americans are poorly prepared even
for the mIniﬁ§l requirements of the workplace. -The National Assessment of
tducational Progress (NAEP) which surveys the knowledge and the skl]!sﬂof
eiementary- and secondary-school students evidences -the éxteﬁg of thg problcﬁ.
NAEP showed'that: (1) 13% of the high scﬁool students surveyed could.not per-
forﬁ reading tasks designated as "functional', (2) 28% could not answer ques=

-jons testing “'literal comprehension' of what they read, and (3) almost 10%

could not write prose deemed to be even marginélly acceptable (November, 1981).

The results are more stark when analyzing beyond basic skills education.
Additionally, NAEP findings were restricted to higH school stUdéntS and did
not include the 26 percent. who had already dropped out of school: Just how
mu-% lower these Scores would have been had these dropouts/pushouts beeﬁ

included is frightening to contemplate.

Can We Learn Anything Practical from Japanese Management?

in an upcoming guest articles the American Association of School Admlnlstrahorst

points out to its practicing administrators that much attention In recent years has.

-
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been focused on Japanese management practices and their implications for man.g.ﬁ.nt
in the United Sta‘s. Somé observers believe that manageme’n‘t approaches are the
key to Japan's stunning economic success In the past decade; and that managers )
in fields such as education can benefit greatly from adoption or adaptation of

Japanese practice. Others, however, believe that factors other than management !

‘largely account for Japan's ‘'economic miracle'" and, that in any case, there Is 11ttle

Lo
e e et e = = a = i

chance of adapting Japanese practice successfully and/or little to be learned

o

from It that we do not already know.
Among the Japaness management practices most frequently cited as having a
central role in Japan and greatest implications for managers elsewhere are those

described by William Ouchi ihfa number of articles and an Influential 1981 book

<

titled Toeory Z: How American Business Can Heet the Japanese Challenge. Ouchl

. ~
particularly emphasizes the following characteristics of Theory Z management In

Japan: . ’ . ¢

® commitment to long~term employment in a relatively egalitarian setting.
marked by a high level of trust.and teamwork, and widespread acceptance
of individual responsibility for achieveing organizational goals.

¢ relatively nonspecialized career paths that promote collaborative decislon
making, and relatively infrequent evaluation and promotion based on Informal.
and mutual recognition of long-term organizational goals.

® wholistic concern for people based on recognition of the—individual's need
for affiliatiorn, participation and achievement, and on organizational pro- -°
visions for taking account of employees' emotional, physical, and spiritual
needs.

o |
Other observers broaden the analysis of Japanese management and society 5? .

3

g

in citing a varlety of additional or alternate reasons for Japan's economic

progress: . : o ' %?
J. HNational homogeneity and solidarity. : b

2. A very high rate of individual saving along with effective natlonal '3
arrangements for creating and directing investment.
3. A relatively egalitarian 'socigl structure when defined in terms of
income differentials between the poor and the wealthy.
4, A history of great lovalty to existing social structures ranglng from
the famlly to the national government.
5. An erormous national effort to provide effective education on a wide-
,/‘) spread basis at every level from pre-school through higher education.
' 6. A massive effort to prQvide managers at all levels with trainlng in .

,[fRJﬂ:‘ ¢ modern practices.
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7. A consistent societal stress on quality of production in achieving
organizational goals. )

It has been clear for some time that quality of production has been too
often neglected -- no hatter how much lipservice it has received -- in the
s

operation of both govgrnmental and non-governmental organizations in the U.S.v‘u

Not just in business but also in educatioﬁ, simpllstic Management by Objectives

approaéhes have helped generate an emphasis on quantity of immediate results

rather than quality of léné-range results? Annual,'semi-annual; or even month!y -1
" MBO arrangements as wéll as other administrative approaches that lose sight of
quality of output frequently have distorted eff;rts to improve organizational
performance. A much greatér stress on quality is needed in American organiza-

tions, through emphasis on reform of:operations and on widespread participation

in identifyPng and solving problems that hamper performance at the lmpleméntlng

unit level; i.e., the school.

Pecommendations for Implementation of Japanege Management Techniqgues ’

Below are some general recommendations® whereby administrators can utilize’

&
the key tenets of Japanese management in their own school program. Obviously,

this list is illustrative. It is meant merely as an indication of a Iimitgd
number of approaéhes. With a little thought and situational application you

L

can devise many other techniques.

Please remember that these are variations based on Japanese management

approaches. There is no guarantee that they will be as successful In American

BEST COPY AVAILRBLE

schools. Yet, the techniques suggested are important enough that tHey should

b

be of benefit; in fact, many should have been or may already be in use in your

building. , o

1. Allow teachers to "“stop the assembly line"

H

*The concept of ''jidoka' is one where any Japanese factory worker can stop

the assembly line when something is wrong. Could this concept be transferred

to our educational programs? wHile seemingly impossible; wouldn't it be

|
|
» ) ‘




something if a teacher had the aBilitv té stop the total educational process
for ene child whom the teacher knows Is not performang up to capacity. - Then .
a specxaltzed program and learning plan could be developed to help that student
before the child physmcal!y or. psychologlcally drops out. .

2. .Eliminate waste

A school task force could be established, its purpoee being to eliminate
wasteful practices in schools and ceﬁtre} office. There are manyrareae that

¥ could be reviewed from paper waste to capital bidding procedures. An of fshoot
of this might be en‘area clearinghouse where school peopie from various letrlcts

° could exchange lists of their excess expendable materiale for exchanges and/er

credits. It is amazing how much instructional .time is lost or wasted ina’ l
schoo! day. Teachers are often forced to spend too much time wlth managerlalyand
| clerical task;. Elimination or .even reduction of such activities would lmprove ‘

the instructional process. Recent research studies exploring engaged time-on-

task establish that effective schoois are schools where - teachers use instructtonal
@ . 4 ’
time more efficiently.

3. Develop quality circles

 The use of quality circles could be an effective tool. These Incentlve
groups could allow for teacher involvement in the operation of their schoql in
a structu:edlmanner and uSually at low _cost. The organization of snali group
xncentlve circles would vary depending upon the school system and the speclflc
building situation. One approach could be gradé level circles at the eIemcntary
level and departmentally structured clrcles, at the secondary’level. It Is
important that proper training and‘leadership be given to each member of a
quality circle so. there is structure and a dlrectuon to the circle's activities.
By implementing a quality circle conceprt, teachers should fearn to work together

and with administration, with a team or family concept emerging.

Educators are often ineffective when forced to work with non-students. Too

often teachers close their.classroom doors, allowing nothing or no.one to invade
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'the sanctity of their domain This Is similar to-a-model wherein teachers are

.;/ *
medneval monarchs’ with their own flefdbms, never crosslng into ‘the territory of

thé other king or queen unless there |s.confl|ct or a common threat.n Today, we

have schools where each classroom is a separate fuedal fief with the only Inter-

.~ action occurring in those intersticine areas called hallways. Certalnly,;some
g Y

teacherswand schools utilize team teachihg and other cooperative effortsé but,
we need to encourage further the development of teamwork. Jointly worklng

together we can fulflll goals and objectives through the structured lnteractlon

'requlred by quality circles. An additional® benefit would be developing owner-

ship and furthering our ®ommitment to education's products. our children. Thls

‘type-of joint commitment is apparent in most Japaneso factories as team spirit

and enthusiasm prevail. This same team spirit and enthusiasm is present in
effective American schools -- unfortunately, not in enbugh of them.

4. Improve the attitudes of administration and teachers _ ' ~

Teachers and administrators have, all tdo often, been drawn into opposite

camps. Polarization develops and neither group is able to interact and exchange

_ideas and beliefs because of the invisible barrier. It is therefore imperative

that American develop the collegial approach characteristic of Japanese management.
Administrators must go out of their way to make tegchers feel»that they, and

their ideas, are important. Teachers often complain that administration nelther.

- listens nor acts upon their 3deas. that politics play'a more important role than

personal beliefs and right and wrong. The development of Joint committees of
teachers and administraters to review management practices and encourage sugges~

tions from staff could be a valuable morale builder and help tc reduce the polar~

jzation.

5. PFrovide a lifetime emoloyment assurance

A Lo

Surprisingly, we really do not have to do as much as you might expect In

order to implement a lifetime employment package in our schools. Essentially,

- _ 'Y
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a lifciime emp!oymeﬁ;\situation Is established in edication when tenure Is
. . » 1
granted. Because of budget priorjties recently even tenured teachers have been .

L2

reléased but an analysis of districts whare such _cuts have been made shows thlgi,'

‘few tenured teachers have been released. If we are careful whom we tenure and

~ ’ ) ' . ‘ T B . ) ’

-if we estahlish an:extended probationary. period, the Implementation of 1ifetime -
. - . . . :

employment is possible. Lifetime.employment would provide the added benefits / "\
<9 R ., "
‘that accrue when‘the emp loyee willingiy links with management to work toward
-

common goals: each student's success is your success and every failure Is

‘your failure. Adoption of common objectives might be‘anaiogous to William White's

. '4
description ip The Organization Man where employees Interna]ized the goals and

odjectives of the company as their own thus supporting the company, cénfldent
in thedrealizatioﬁ that the company supports them.

6. Develop a theme for each school

Japahése management calls for a company to focus In one area. The company
becomes experts in that specific area. Often a Japanese company will not move
into other‘mafkets trying for short term profits if this requires shifting thelr

. fecus 6r theme. American education could adoﬁt this approach by developing a

’ k3 .
specific focus or theme for varioys schools. In some scKool systems this Is

o

already occurring with the devglopment ofvmagﬁet-type schools.
There is value in a focused approach'because teachers, students, and
 comnunity people soon realize what is expected from a theme gchool. The research
of Edmonds and others pointg‘out that one character}stic of an effective 5chool"
is 6ne7where faculty, students, and administrators know what is expected and
hold common beliéfs as to student eipectasions._ This focus factory concept
would épp!y in American education through éxpanding specialization techniques.

In general terms this is being done today in special school dfstricts that

. A - .
provide vocational or special education services.
: )\
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7. Treat teachers with respect
\ T

The attitude of Japanese managers toward their employees is characterized

by reépect andkdignity. Do you find this.management attitude toward teachers

i; American scﬁoofs? Probably not. We have fép»too‘long been fragmented and
competitive. Warring camps have formed between teacher groups and the adminis~
tration/school bcard. Such divisiveness is dysfunctional. We must incorporate

a belief based not merely on the iﬁporténce of teachers, but rqther onithe

paramount position played by the classroom teacher. Teachers have far more
abilities than thef are allowed to utilize because of this polarization. A \
fﬁﬁdamental tenet of McGregor's Theory Y management philosophy7 is that individuals,
given the opportunity, will witlingly work to capacity. VYet, this will never

occur unless teachers are allowed to develop and grow by breaking down the
artii}cial barriers created by labor/management paranoia.

\
8. Institute personal development plans

Schools could. develop an individual plan for personal. development or growth
for each staff memher.A Principals could work with a staff member to target
i;;iviéual growth and develophent goals. This might invoive graduate educatlion
leading to advanced degrees, possibly an administrative position in the system. .

Others might desire separate training to become a master teacher or to develop

a specific skill such as microcomputer technology which will..enhance their

classroom instruction. These personal development plans would benefit the
teacher, the school system and the ch{ld.

9. Reduce the size of our schools

Japanese successfully utiljze the concept of smalliness with most of their
factories being small. This suggests that we may need smaller student badies

so teachers could\operate more effectivelv in a conmunity atmosphere. There is

+
o

little if any research to document the educatioral benefits of an elementary
school with more than 600-800 students, or a high school of more than 1200 stu-

dents. . Yet, searching for economies of scale, there are'ra y urban and suburban

L3
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schools with thousands of children. A much more closely-knit familial situation
c . N .

could develop if we adopted the Japanese concept of smallness.

R

10. Promote more slowly

wnth Japanese management, promotions are somewhat slower and everyone is
promoted, especlally early in their careers. Whlle this could present some

o difficulty, especially 'in American administrative circles, it follows where

\
< \

lifetime employment is guaranteed. From an educational'perspective, we actualiy :
‘have & variation on this'same theme. Promotions in the form of salary raises

for teachers are step by step on the traditional "salary schedule until a

teacher reaches the top of the scale. Promotion in the form of college credits:
and degrees i's irregular bot is automath’whenever the teacher completes the
reqbisite hours of approvea~course work/degree. |

- "11. Use modern technology

oy

&

'Japanese managers make effective use of technological innovations. One
example is robotics. Most Japansse factories uti]ize automated processes to
include robots when feasible. Until recently all of the robots used in Japaneie
foctories were'produced in American plants; tronically, few American factories B !

utilized the robots that American industry produced.

American education could utjlize computers and other technological pro-

cesses to eliminate the boring and repetitive parts of a teacher's job. The
5#‘.- microcomputer explosion which we are entering has an unlimited potential.
Hopefully (after we have initially failed with"microcomputers due to nohuse, |
misuse and abuse) we shall properly utilize tﬁis potentially invaluable ' " ‘i
technological tool.

v s BEST COPY RUNILASLE

12. Institute quality control systems

Japanese factory workers are the|r own quality control sources. They take /

pride in thenr work and in the ability and responsnbility to stop the assembly

line when product defects are located. American educators.at all levels and
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L4 £ d
pesitions need to be encouraged to think about educational quality control, -

»

the abilities (and defects) possessed by the students (our products) we graduate.
Ofton we know our studenfs have problems yet we allow them to continue in school b
~unaktle to read, compute or perform even the basic skills necessary for societal
survival, We do have a form of quallty control through federal regulations, ‘ , \
_ especlaliy special education requirements. Those very same special education '
requlrements which require |nd|v1dualized educationel pians should be.developeo
for every child. Then at the end of the twelve years of education, we might
rot haveiparents'and children filing malpractice suits challenging the ability
of American education to educate -- clearly a quality control breakdown. ‘

13. "Institute school-within-a-school programs . :

interestingly enough, the Japanese concept of clusterlng of unlike machines

might be compared to the school-ulthzn -asschool concept. The Japanese concept

. is that machlnes of different types are clustered togetherlin such a way that -
one person, or a small group of workers, can control the complete process ing

: o
of, a product (interestingly, this‘concept, like so many other Japanese menagement

techniques, was originally developed in America). Some Americah schools have

school-within-efschool programs, wherein a select group of students take all of

- 3 5

their coursework and classes from the same -group of teachers. - Unfortunately,

- administrative difficultiss and implementation problems have‘precluded conclusive

research’ of the effectiveness of this innovative conceptual approach.

s L

. :
4. Institute a_participatory management approach - ‘

The concept of bottom-round management, “ringi", is a participatory

@

anproach where new. ideas are initiated at lower management ieveé.s.  fa dugareon

-

21l individuals in the process would have input in the operation of the sﬁhoois.

This would call for administrative deelsions based on input from those in

-

tcaching positions. Committees ‘involving teachers and students wouidvbe g'ven

o (3

&n opportunity to provide input prior to adopting a management decision. This

\)4 ] . : - ¢
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concept is feasible.when analyzed from the perspective of a single school.
Committees within the .school, as well as within a classrooa, could provide
structured input so as to improve the managemént of the school. This conceptv'
viould interact with quality circles. It would be iﬁvaluable if students were -
involved in the declision-making process: Morafe would be far higher .in a
school if students actually knew that their input was listeqpé to, that the;
had a chance to affect the way their school operated.

3

15. Implement inventory control techniques

The Japanese concept of just-in-time production involves keeping a minimum.

inventory. With a anll inventory, necessary changes can be more'rgadilygde-
técted and instituted. This just-in-time produztion éoncept for education
‘ ihplies'that we teach skills and knowledges cnly when students were réady to
learn. Students should not be given instruction.iﬁ new and more difficult
material where they could not succeed (inventory-stockihg) until they accomplish
and learn the previous materials. Each student would have to be taught:indivi-
_duaily and the pupfl/teacher ratiéuwou]d probably need to bé reduced. Teachers '

would also have to accept the fact that children of different ages would Qe in

< .
the same classroom because we would be dealing with how much a child has learned

’ N

as opposed to chronological age. o |

16. Lessen the influence of state and federal teachers associations and unions
' Y

Japanese management approaches involve a close working reiationshiPXWIth

factory unions. Japan has factory unions, comparable to our local school dis=- e
trict associations. There is no international or trade union movement comparable
to our AFL/CIO. Japanese factory unions work closely with management {c implie-

AN
ment the goals of upgrading people and increasing productivity. This factory

union concept would be most difficult to implement in American education. It
is open to question whether by eliminating national teacher association/union '

controi, there would be a greater -opportunity to develop that esprit de corps

Q . . . ‘_lfs |
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and coordination discussed earlier. Obviously, teachers would be fearful of
being misused and abused by managément. Interesting, the Japanese teachers
union is a national union,gone of the most powerful in Japan.

17. Spend more time planning’

The Japanese practice of bottom~round manageﬁent also calls for extensive
amounts of time directed to planning and discussion. This would be'diéficdit
in our society where quick decisions are all too oftén a sign of ''effective
administra;ors. The Japanese believe that Americans spend the'same total
amdhnt Qf time in the decigiqn process; but the Japanese spend 90%iof their
ti;e pilanning ;3§~10% impleménting while Americans Sbend ‘02 of their tim;.
making the decision and 90% t¥ying to implement them. The Japanesé believe
: “that they are more effectivé becauge they implement many more of their deci=

sions than Americans.)

The Theory Z Schoal “

:Theorva as described by William Ouchi involves developing staff potent!al 
as we!l as the creation of néw incentives and a new philésophy Qf'ménagement.v
For the completé implementation of theory Z in an &merican organization such
as aVPUinC'SChOOI system everyone, not only middle and top-level managers,
mus t fully understand the conditions necessary for success of the program.-
Further, thééé mahagerﬁ'must create or enhance those conditions. @

The implementatioﬁ of'Theory Z in educational instiiutions‘will take timel
iwo or three years nﬁght péss before a Theory Z change strategy permeates the
ranks of administrators and fgachers so-that results appear ih thg'teacﬁing/
Iearqing of éhi]dren:

To realize the full pote;tial of its employees, it will take both an
investment_in‘employee training as well as the sharing qf the power to influence

decisions. Absent training, the invitation to participate in decision-making

will probably lead.only to conflict; absent-shared decision-making power, the

16 .
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investment in training will be. both wasteful and frustrating.

The thesis is now being espoused that the prinéiples which lead to higher
productivity in industryfgan be used to boost the effectiveh;;s of other social
institutions; Thus, educational prqductivity might be Improve& by siudying
how privéte enterprise achieves higher levels of corporate growth. In other

‘words, educators need to look at schools through a.Theory Z lens. Recent highly

-

_ publicized educational researchudocumeﬁts that there are very prominent parallels

between Type Z style productivity in industry and increasing the ‘effectiveness

of schools.8

In educational language, George bélieves that a Theory Z school should
be able to answer affirmativeiy to these questions:

1. Does the school staff have a written phllosophy that is implemented
in the daily -activities of the school? Does eath member of the staff
subscribe to the philosophy and also have regular opportunities to
participate in refnnang that statement? i .
\ g .

2. Does the curriculum of the school flt the philosophy? Are the goals
of the curriculum specific and clear? Will the members of the staff
be able to determine the extent to which the goals have been met?
"Are both extrinsic and intrinsic methods of accountability brought
to bear in the measurement of the degrees of success that have been
achieved? ’ . ‘

. .. 3. Are the instructional strategies used by the faculty in line with the
. curriculum goals to be achieved? (If, for example, increasing the
schopl's profile on standardized tests of academic achievement is a
goal, do the teachers act in ways which are consonant with what is
known about teacher effectiveness?)

4., Is the school 'organized in a way which permits teachers and students
_to get to know and care about each other and to extend these relation-
ships over time? de B

5. 'lIs there evidence of regular aod continuing Involvement of all persons,
in approprlate ways, in the decisions that determine the course of
life in_the school? Are there vehicles in place to ensurc that hig”
occurs?9 ‘

Qualitx_Circles

Quality-control Circles or quality circles (QC) as they are most often called
is an approach developed by w. Edward Deming where'a small group, usually no more

than e!ght to fourteen workers, in the same job task meet several times a month

17
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to solve common problems to improve the produot. These-ﬁeetings take place
during company time end the QC’studies, discusses aod poses solutions to
quality and production problems. Financial incentives are provided for
suggeetions whichxsave the‘company money. Some Jepanese companiee have an
amazing number of successfully ‘implemented suggestions. Quality Circles
appear to be successful because they build on thedskills and know-how of the

workers who daily face the problems and whose efforts determine the quality '

of the product. Few difficulties should develop W|th implementing a similar

model in American education. In fact, QC may be a opted without adequate pre=-

paration because of teacher interest. Teachers often complain that they are
too infrequently provided with an opportunity to impact on the education in
their building. S -

3
A\

The Japanese Union of Scientists and Engineers has estimated the savings
fromﬂJepan's quality circle program to be more than 25 billion dollars annua‘lly.'0
Observation of Japanese aod United States workers have indicated a‘strong con-
trast in worker approach to compaoy success. Japanese workers seemed to want
the company to succeed while this was not true of workers in‘the United States.]l
The situation differs little in education. Ve have created a mutually antagonistic
model. In far too many ochool districts“teachers are diregtly opposed to almost'
anything oroposed by admfhistration or the school board -- the success of one is

seen as a defeat by the other

In some part, because of QC's the Japanese have developed (1) a national

‘climate for creativity, (2) a concern about the development of talent in general

(not merely in work settings or in schools), and (3} a future Jerc.. 1o ith
an |nternat|onal sensitivity, Torrance, while somewhat critical points out that
educators might learn to: (1) emphasnze creativity in pre-scﬁbol education and:
in the development of skills in the arts; (2) provide for rewarde for creative

achievemegts; (3) respect intuitive ways of knowiog and solving problems; RN
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(b) provide training in persistence and se]f-d%rectedﬂlearning: and (5) have

'ability to use freedom with ‘'the rules."12

The quality circle leader guides circle members through the QC process.
The following is the basic four-st?p QC process: . | , N |
Problem ldentification TN
Problem Selection
Problem Analysis
Recommendation to Administration
Using the QC proces;, menbers are guided-to apply certain technlques to an
ldentifled problem. There are eight major problem identification technlqueS'
(1) structured brainstorming and voting; (2) data gathering; (3) Btatistical
check sheets, (4) pareto analysis; (5) group dyﬂamlcs, (6) flshbone cause-effect -
analysis; (7) process cause-effect analysis; and (8) presentatlon skills. 13
Quality circles are not costly to implement. The success of»the QC depends
more on effective training and strong leadership than On'curriculum materials,
teaéhing machines or a course' of study. Essentially; it is a person-ori;nted
endeavor that sustains and expands itself. The initial cost‘is for thg train-
ing of a district facilitator. Cost will vary depending on access to training
centers and on the extent of the desired training. Your facilitator then trains
the building leaders who {n turn train circle members. This is a mﬁdif!cat!on of
the old *'trainer of trainers' model which has been gffectivé when carefully

L
controlled for personnel selected and structuring followup.

"Larry Chase‘h discusses the general approach and procedure for implement}ng _
quality circles. He emphagizes the need for the superintendent and the builiding
principal to realize that the teachers themselves must take personal responsi-
bility for identifying and'SOIving the critical broblems of achievement in. the

school. While some administrators are fearful of implementing QCs because of

its strangeness,others are aware that there Is little risk involved with this

¢
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approach. Organizetipnal‘development‘énd climate research have shown thet one
key to increased job perfprmance is active participation by employees in the "
decisions which affect them and their work.

Teachers tend to identify with‘those aspects of the organization that
are successful and to criticize and ‘not identify with the weaker, ineffective
aspects of the organlzatnon Usually, the seperintendent’and staff feel and/or.
-assume responsible for those organizational areas that are not working. wnth
a QC in education, improving quality and educational productivity would mandate
that teachers take personal responsibility for that thch is not workihg.
Rather than critieizing, Qc teachees—feel that they themselves are responsible
" for problem resolution -- not merely blaming administrators.
| The length of teacher training varies from one to three days. This should
: be sufficient to prepare teachers and administ;ators for implemention. QC
training will usually cover the following tepicss (l)_qause-effectbdiagrams,
(2) divergent:thinking, (3) force field analysis, (4) histograms, (5) PACT skills,
(6) situational leadership, and (7 Theory'Z. Conceptually, quality circles~\
are based on the‘writing of behavioral scientists such as Abraham Maslow, Douglas‘
McGregor and Frederick Herzberg. These American's teachings were then wedded
to‘the practices of the quality assurance leaders such as V. Edward Deming,
J. M. Juren, and Kaoru Ishikawa. . '_ o

while there is no generally accepted defiqition of quality circles, the
foliowing are elements of the normal quality circles: (l)-membefs of the normal
organizatienal work crew and their supervisor, (2) meeting on a voluntary basis,
(3) at regularly scheduled periodic meetings, (hy to « oo e 0.0 Shem
solving techn|ques, (5) then identifying and prioritizing problems, |nvest|gating
and analyzing causes, and (6) developing and tmplemenéing solutions when the
15 |

authority to do so is within their purview.

There are many positive features to quality circles as well as some potential

112
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pitfalls and areas of concern. . Among the positive“features are: (1) they
develop the problem-solving capacity of the staff; (2) they provide input on
~ problems and potential opportunities from éll members of the school; (3) they

o

provide different perspectives on major issues; (4) they establish an ongolng

-

system for solving critical problems; (5) they increase the collaboration

. betwéen teaching faculty and admlnlstratlon; (6) they help»everyone focus on
results; (7) they turn the powerlessness felt by many teachers and adminis-
trators into result-érien;gd activities; (8) they can develop from reactive
prohlem-solving to active goa{-setting groups; (9) they help you solve problems.
Among the dangers and potential pitfalls are: . (1) the QC is implemented
without proper planning; (2) expectations are too high and you expect rgs;lts
too soon; (3) tl;e i's not given for the QC to meet; (4) ig‘is used when it'ls
"needed" and not as a‘part of the ongoing management practice'of the school;
(5] the members are not given sufficient training in QC methodology; (6) you
geldém use the recommendations made'by the QC; or (7) the role of the QC is

not clear to you, or the staff, or to the membership of the QC.16

Problem Areas and Recommendations

For those school people interested in explofing quality circle approachés,
the following is a review of the problem areas which should be consideted.
This discussion is presented in the form of suggestions for you to consider as

you plan your implementation. - ‘t

~ Suggestion One: You should view quality circles as a part of an overall

mangggment approach and philosophy, not merely as an additlonal gimmick in

your prog?am development arsenal. The QC concept is one variation of partici-

pétory or bottomzround management. The QC concept has the potential to reorder

how your organization operates and interacts. Therefore, you need to look at
your school ph!losophy,\Ethf composition, management approach and community
N

'tyfe to insure that you wan;\agg need an organization based on participation --

<1
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one which could involve a somewhat unconventional management approach;

Suggestion Two! You must look beyond short term benefits. If you are

looking for the proverbial quick fix, a QC intervention is not for you == in
fact it could backfire on you. Interestingly the real gurus'of the Japanese
QC movement should be Douglas McGregor and Abraham Maslow who provided the

theoretical underpinnings for participatory management: Japanese managers

"have im;lemented their ideas successfully while we are now, ironically, attempting

‘

to copy our Amerfcan techniques which have been successfully instituted in a

\1

different culture.

Suggestion Three: Select people for QC who work in the same area. You

might select teachers from the primary level -- or all science teachers at the
secondary level. Bf using people who work in the same area and have the same
focus, they are S;::e; able to select, define and solve common problemsi QC

staff should always be provided specific training in order to prepare them to
work togetbef something university preparétion programs and district gtaff ‘

deveiopment efforts rarely provide.

Suggestion Four: Anticipate difficulties from your teachers' assoclations/

unions. In industry, some labor unions have taken a position opposing QC and
other Japaneée management programs fearing these approachis might: limit th;lr
exclus]ve role in dealing with management. Addftionally, incréasgd productivity
might lead to the elimination of teaching positions. »Irsuspect that Japanes;
management approaches that have the potentlial to reorder a polarized Iabor/
nanagement situation will be viewed with skepticism by teacher groups.

Suggestlon Five: Be aware that your QC program may produce different

results depending on the people involved and the specific Situation. The

approach taken at the elementary level may be dramatically different from that

taken at the high school level -~ and the results equally divergent. People

T
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concerned with cost savings and tangible results will focus on Increased
productivity while human resoufce/relations adherents wiil focus on people-
enhancement aspects. Even approaches taken at the same level may themselves
differ. For example, at tﬁe hfgh’school, science teachers might focus In on
a concrete cost-savings approach whfle guidance.and’othef support staff might
Took at people-ofientéd aspects of Japanese managemént. 0f course, it is
possible, even probable, than an integration of approaches will eventually

- develop. |

Suggestion Six: Study your school district because QC may be totally

inappropriate for your clientele. Businesses that have unsuccessfully utilized

GC indicate that the main reason for fallure was a fTack of trust. Management
and .1abor were unable to get afong. Such a lack of trust‘and fundamental

tack of respect needs Eo be evaluated by those plannlﬁgvto lmpleﬁent QCs prior
to‘making a commitment. Problems which often develop with QOs Inelude:
(1) fear of the costs associated with the In-service training, (2) admlnistra-
tive reluctance to delegate authority, and (3) administrative apprehension to

implement ideas deveioped by others. - |

Suggestion Seven: You need to integrate the management philiosophies of

those at_the various levels of your Q[gaﬁlzatlon. - Districts that believe

that they are practicing participatory management often find that top manage-

»

ment utilizes McGregor's Theory Y approach while the principals are utillzing

-

both Theory X and Theory Y and the assistant principals‘are operating from a

Theory X posture. It is very Important that your‘management team Is committed

and agrees always to use QC techniques. Furthermore, a 100% commitment to

support and Implement this pfogram Is -needed from top management. Without

this participatory commitment, the program will eventually fail. It will be

difficult to get middle and lower management levels actively involved In QC*s




until they see some benefit for themselves. In fact, there is"ﬁgually‘a
strong counterforce stifling innovative approaches because of thg fear of
job loss, lowerga prestige, or loss in power.

Suggestion Eight: Yoh must be willing to share power with those Involved.

in the QC approach. More information must be provided than ﬁas beﬁn the
practice in the paét. in order for quality c}rcle members to make effective

hrccommendatlons, they will need information and data regarding costs, district
goals and objectives and related inforﬁatlon on paSt performance and dlstrlct' <
organizational/operating structures. Some aistrlcgs will flnd_that p}ovidlng |
this information will be difflcult bec#use they have never formally written
future goals, directions, etc.

Suggestion Nine: The school board and the top_administration must. realfze

~ that their roles will be changed. School board members and top district ad-

ministrators must be willing to ;ccept a significant role change. Unless
these Individuals realize that a change is needed, they will be unwilling to.
b implement such changes. These new participatory roles for administrators will
often produce ambiguity. Role change Is difficult enough but trying to
change a personal operating style often proves to be even more of a)challenge.

Suggestlon Ten: Top-level managers ihcluding school board members should

become involved from the very beginning. Only by assisting In formulation of

new policy.guidelrnes and progr;h objectives will there be sufficient '"commit~
ment from‘the top." With initial support from above, others will quickly |
support the QC concept. Top-~level manégers should probabl§ become the steering '
committee. The membership of this steering committee might‘be expandad at a

later date to include other members as appropriate. |




Y, - o

Suggestion Eleven: You must establish guldelines and make recommendations’

regardlng your expectations for the QC pro gram. As part of the Initial phase,

you shauldvestablish uvbjectives, develop ground rules, locate a funding base
to pay for successful ld?as, implement ghlde1lnes on length of meetings, as
-well as p(ovide procedurs to change the.leadershlp role In "weak' circles.
Other concerns needing identification includ; times for meetings, oberatlng

Sstructure as well as a standardized procedure for reporting results.

Suggestion Twelve: -Carefully select a person _to serve.as ''facilitator."

While outside consultants have often been used, It is probably best that you
selegt someone from your own district to coordinate the various QC activities.
Someore who knows your own operation has the advantage of famllfarity. You

can provide this person with the training in organizationalqﬂynamlcs and other
facilitative techniques. - Unfortunately, QC efforts hatlonaily appeér to be
consultant-driven. Consultants are “coming out of the woodwork" offering to

. coordinate and proQiderquality circle services. At thus tlme these consultattve
efforts have been Timited mainly to business; but shortly, an army of consultant
"experts' will inundate ediication. Already; many consultants are adding a

"dog and pony" regarding Japanese management and quality circlés to thelr

. ’
v

repertolre.
This Is not to say that there is no role for consultants. They can often

st!ﬁulate staff with an enthuslaSm beyond that achlevable by a local person.

A consultant can also prévfde you with climate information about your school

system so that you can mpké a Petter determination on implementing a QC program.

4

BEST GOPY itz

-




‘24f

~

~

_ o —
Suggestion Thirteen: You should invest your money in training your QC

participants. This commi tment to t}qining is imperative because a QC prcgram

fs essentially one that is based on an improved learning atmosphere. Train-
ing can be expens{ve whether it {s ddne'on a release~time basis or as a paid
after=school progfam. "The training patkage might involve problem-salving,
groub dynamics, problem 1dentif!cation; cause/effegt relationships, data

collection, brainstorming and problem resolytion.

.JSuggestion Fourteen: Principals shoulq_pécome iﬁvolved in quaiity circles

»

right from the beginning. By obtaining the bh[lding principal's commitment

and lnvolvement, a message i$ sent to other_members‘of the staff. Princlpéls
will also reallize that they reélly can be facilitators 15 addition to their
traditional, safer role of manager. This new role could prove threatening
because of fear that their power is being eroded. Aftef inltial‘prinélpal
involvement, the leadership of the circle can be given tovanother member'of,
the circle and the administrator can, and probably should, withdraw.

An ancillary benefit of the QC approach w!ll be the increased involvement
and cooperation among teachers, administrators and board members.‘ interactlon
will occur when recommendations are made by the quality circle. This reporting
of recommendations is called ''management presentation'' sessions. At these.
;esstons quality circle members present their proposed solutions to top manage-

ment, Including the Board of Education.

Suggestion Fifteen: Be aware that you will not be able to measure your

. results in standard ways. You will not see an immediate Increase in productivl

as measured by improved learning rate of. students, lower costs ar purchased

materials or‘even in labor savings. Yet, there should be a chain reaction of
4
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mutually-supportive interactions lhvolving problem resolution, collaborative

e

efforts as well as an iﬁproved learning climate. While difficult to measure;

benefits such as improvement.in communication ,and attitudes should result.

Do Cultural Differences Prevent Utilizing Japanese Management Practices?

| ;The~U?ited States is ahead of Japan iIn national production per
empleyed person. .ﬁowever, when you exclude the |{American agricultural s;ctor
from the productivity index, the Japanese sh "a higher ovee-all,producttvlty
than Americans. Clearly, the Japanese have demonstrated remarkable ecoriomic

%

growth. Their industrial productivity has grown an éVetage'of 8% annually

e

};;“""'———;ﬁﬂiﬂ——ﬂg;perts such as Ezra Vegel, Richard Pascale, Robert Hays william Ouchi,,
T | and N(lllam\Abernathy credit Japanese: managernal practices as the key to

p n's sujg}ss.; The impllcatlon is evident: poor managerlal practlces in
-the Uni tates, based onka short~-term pro;it-orlentatlon emploLee~explonta-

/
tion and market-drlv n behavior have caused a reduced. level of capital invest-

w
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ment as well as combative relatnonships bet&een government and upions.
Some argue that the Japanese managerial practlces/are so unique that they
‘cannot be successfully transplanted |n the United States wlthout substantial
modification .-to reflect cultural, economical,-soclal, political reality. Mana-.
gerial practices such as paternalism, lifetime emp loyment, particidat!ve |
: managemer ., and seniority systems can-be successful!y utilized because Japan' s
culture is eha;acterlzed by (1) unlform education, (2) racnal homogenei ty, and

(3) individualism and competltlveness.18 It could be argued that we would destroy

the American way of lndustrlal life if we adopted Japanese maragement practices.

Others cgntend that thls would be the best thing for us because American




Edward Deming to come to Japan for a 'series of quality contrql lecthres. The
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individualism,.creatiyity, and entreprenurial splrit are no longer appropriate
in the industrial marketplace.

hfter the war Japanese reccgnlzee that the quallty of their products
would have to improve before they could become a leader in the,lnterhational
market. The Japanese were chce‘consfdered the "junkmen of the Orient" and
‘‘made In Japan" was a term of derision.A But they reallzed the-qualftyIWaa not

just a function of the finished product =-.it inciuded factors such ‘as production

N . .
time, prompt delivery, billing correctness and effective repalr and malmtenance.

: ‘ o . .
Improvements in service and cost In these areas could also.lead to increased

productivity. Therefore, the Union of Japanese Scientists and Engineers invited

4

importance of placing quality control in the hands of middle management was

_cmphaslzed; “lnterestingly, it washjapan which adapted the American Demlng's

|dnas to thelr country and gave this responsibility to the people on the shop

rloor. One product of this approach was the quality curcle . o

N .

The Japanese tend to view a business firm as a human community serving

: th° needs of a diverse membership of emp!oyees, managers -as well'as the '

~general public. In _contrast, many American managers vlew their organlzaticns

~ ]
as an economic perspective to enhance the-profit motives of their stockholders.

Thus, accamodatlng the needs of employees and the public is subordinated to the
need for the bottom llne belng in the black ThIS can lead to an explontive
managerial style, as opposed to a supportive one.19

in a discussion of culture, Chung and Gray explaln that Japan is an old

nation which has g long history of paternalistic arrangement: Latween emplayzrs




and employees, and between superiors and subordinates. A paternalistic rela- .
tionship called the ”oyabu;kobun system” governs the relationships between
superiors and subordinates in managerial organizatidns. Superlbrs as;gme the
respensibility of‘guiding and mentoriﬁg thelr subordinates. Téé relat;oﬁship
is similar to that of foster parents; and, conVer;ély; the subordinates exh}bit
personal loyalty toward their‘§uperiors. In that the United States.is a

¢ relatively young nation which settled a new and sparsely populafed land, people
tend to be self-reliant and individualistic. Historical circumstancé thus
reinforce the American cultural values of an fndividualistlc pursuit for
wealth and success. While there is some mentoring in American flrm§, it is

- relatively infrequent compared to its use in Japan.

It -is somewhat ironic that the basic tenets of the Japanese management

were Originated by Westerners, mostly Americans. Thé concept of §téble employ=
ment was advocated inr the famous taeory of bu;eaucracy Sy Max Weber. The

ideas of organizational family, employee participation, group ménagement. and
joB enrichﬁent were advocated by such Americ;n scholqrs as Douglas McGregor,
Rensis Likert, Fred Heriberg, Petef Drucker,and Chris Argyris. But it was

the Japanese who borrowed these concepts and adapted tﬁem for use in their
culture. : | | : ) ; | vi

Fundamental Problems with Japanese Apprqaches

Vo .

In addition to the previously discussed difficulties inherent in trans-
planting Japénese practices in toto‘into'American Industrial aﬁd educational
]ife, there are other problems that are worthy of consfderation. Qne educa~
tional concern is the suicide rate among Japanese youngsters. The pressure

to get into the best universities has been well documented. -What is not as

b
| |
|
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well known is that these Pressures can be traced to early childhood preparation
pregrams. Parents send their three and four year olds out’for ''cramming" so

they will be prepared to pass‘ the entrance exams to be accepted in the right

~preschool program. The pre55ure to pass the quallfying exams to get into the

best eTémentaly, Junior high, and hlgh school leads to the |neV|table break~-

downs and su?cides that have reached .an almost ep1dem1c proport1on in recent

years.

Another problem is the unique band who make up the sokalya -- the word

means ‘‘people specializ{gg in annual shareholders' meetings" ~ The sokaiya

: \
extort money from company dlrectors to spare them the personal embarassment

S~

of difficult questlons about company activities and/or 'scandals 1nvolv1ng

Jenlor personnel. Reuters News Servnce reports that the sokaiya bleed Japanese
corporations, Including some of those toat are knowniworldwide, of hundreds of .
millions of dollars annually ?0 Sokaiya methods vary. Sometimes a company
offlcer is approached with information about some questionable activity which
the company would prefer kept secret. At other times, sokaiya many‘of whom
publish financial newsletters or magazines, w-ll threa*en ta publish damaging
kormation about the company « o

\ P
\ There is also a thnrd area Qfagg:cern Japanese workers are characterized
I

~as|being dedicated to their company. ‘}Thls fact and the popular notlon of

Ja an as Ya nation of workahoilcs“ may actually be without basis. Yes, numerous'
bo ks and articles have cited zndustriousness, and the resulting high productl-
vi y, as keys to Japanese econpmic success. Yet, this system that virtdally

|

i

ass;res lifetime employment in exchange for loya'rv may have - 72 docentiva

ts:




(1) Office workers often remain sitting at their desks long after
quitting time, working or felgning work. To head out the door
before the boss Is bad form -- and not conduclve to career ad-
vancement. :

(2) Japan's much-vaunted productivity does not apply to the white-
collar world in the same way that it does to factories. White
collar workers may not be that productive with some not even

. pulling their own weight. :

(3) while reporting early and staying late is one way of showing the
proper ‘''‘company spirit,'" there Is little difference in the number
of scheduled hours of work for Japanese managers compared to .
their American counterparts.

(4) There also are important financial Incentives for overtime.
Workers do not necessarily get paid for all hours worked, but
the most dedicated may ﬁ?rn heftier semi-annual bonuses, equal to
several months' salary.

‘Be Very Careful

The newest edu;ational Yiquick fix" calls for the(adoptlon S%FJapanése ‘
management practices by American educators; Book, journal, magazine, and
newspaper articles are heralding Japanese practices as the newest panacea.
Already, one can hear principals talking about minimal fléw, Just=in-time
production, bottom-round management, Theory Z, quality-control clfclés,buslness-
government partnerships, and lifei%me‘employment.

Government and prVéte business’bureaucrats"are also jumping on the band-
wagon. The city of Blue Springs, Mis;ouri, has followed the lead of Dallas

whiﬁh numbers 13,000 employees involved in qual ity clrcles.zz'

ANl ph;s;s qf
the'Ameklcan bqslnesskenterprise‘appcar to be in a competition to be the '
first to adopt Japanese business practices.

. This is not to say that gapanese management practices do not have some-
thtn§ to offer American education. In fact; severa!vJapanese management

principles have exceptional potential and they need to be explored in far

greater depth. However, we must approach these [deas with caution. Llet us

‘avold wholesale adoption without careful analysis ofAthelr sultability for
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our situation. We have had too many failing programs caused by'

hurried implementation.

-
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thoughtless,




